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A J --vint: to start by exempting myself from this invitation .'for ' 'M 
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mere, uless criticism at the end^ in^jny_ncw—responsible-position toJuse-?- "v*'- *,»♦.?«(/* 

5 ' -v• 

n word that is commonly applied to the Government of South Vietnam 
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( .1,i.cli is my main responsibility) I am feeling rather fragile as a 
result of the last couple of months. Merciless criticism on any 

rj~ . , -': v 

subject I don't need. Friendly, supporting comments./'The Cuban 

• ujjj ed 

crises in 1962 which were just recently commemorating left us with 

ambivalent attitudes toward both the notion of crises and the notion 

- ’AJ. - '* 

Oi. management. It taught us that crises could be good xf they could 
result in the advancement of national aims^if they were not entirely 
episodes of anxiety and offensive behavior. It raised the possibility 

v ^ v •’ * ' -w. 

* ‘ 

L1 1 otr crises could be looked at to sonic extent ns opportunities. At 

LliO some time the word management^ as in news management ^acquired some 

unlavorable connqtationsj>$nd yet the crises coincided with a growing 

fee 1ing that the likelihood of major war unpreceded by a crises was 

growing much smaller than we considered earlier. Those*'of you who V;> • •*?% V- 

• . v 'a- / >\ 

have been m command and control problems for years know that most 
of the effort over— the-years-realiy—I~would~ say was based upon planning 
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for-and-plamring related to an episode that was thought of -as essentially 

an out—of -the - blue kind of agression against the United States. The ‘ '■'% 

’ >:.• I * . . . . . 

indications of the Cuban crises } and rhen looking back on other 

incidents that we've been through began to impress people more with 

the thought that if major war ever came, in particular if major 

I * ' • 

nuclear war ever came, it would come a-s—c—resuit—of—a—major-—cr-isds 

' •• V' 

preceded by a crisds'.which is to say that it would not be in the nature 

of a building -that-burned to the ground before the fire alarm alerts 

' \\ 
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i i i c Dc par tcne^it, but that would be preceded by a period of urgent 
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searchLng for a solution at the highest levels of the Government A" ' " v ' i 

-' •; - • ■••': - A- 

period of internal consultations, a period of very deep and somewhat ; '';’W 

' " ' V? '* 

prolonged f that—having-some-duration,-a--per-io<l»-<7£- coui searching 

: ^ ■ ;h 

at the highest levels of Government^consultations with our allies and 

. iy „ v 

probably communications of various.forms with opponents. ..Why this .7 
perception didn't really f-oou-e—intake at—didrt-h: arise much earlier is • 
a little hard to say because there have been events that the news- .• V • 

• . . . ■*<i 

papers label crises in much the same terms as the Cuban crisds before 
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without apparently having raised this kind of attention. We can all.:};-:. 

"T.S. ^9'.+ 4 «0.c- >g; CA^k»'.’ v - ^ 

think of Suez, Lebanon, the Kuwait on a slightly lesser scale .'such 

events that were typically labeled crises as the break-up of “ l — £?*j i/i- 1 -- J3&L 
summit conference, the U-2 episode, even things like the Skj 
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episode, certainly the &ay of pigs. We can all think of these . 

affairs.In part the-probably they didn't raise the same deal of t •&<.<> 

. -I*- — - ■•> 

attention and interest because in the case for example of Kuwait T%jjfr 
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administrat ion at the time didn't get the credit for the degree * 

+ *£«-'*'. ' r . . ■ ■ *. *’ i 

nanagement which it may have exhibited during the crises.- And •: 


and some 
disagreemev 
good • deaL-uf-^ 
the 

of management 

didn't really raise this crises as such as something to be studied •*- : s 777^ 

r ,*..••• 

1 •- >!.♦ 

learn from and management; is something to be analysed and improved. * • ’‘ 

.. r ' w ; • . 

Well, as I say this is the legacy of the Cuban crises to a large f 

at the moment w<; . 

extent. In connection with my duties in ISA, I ! m involved in day * '• i ) ' j -• 

to day operations concerning South Vietnam which is obviously sscharacterV , 
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cu U ^i:i;y-, crises’, /but;that* s only been for a couple oC . ’ v'’?' 




' It inppons to been preceded by some six montlu 

r.t - u»:v i n;; crises, past crises 'with hope to learning some^ 

• ‘ »*■ - v f ; 
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tli.it we 1 ! Ld be available in the future .£-got , 





.as a newspaper Vrcader3^.$M 

a person whose knowledge of crises had earlier been based mainly 'V'" 3 ;? ;'£ ?; ^r 5 S^ 

* ■' . ■ .. 'Z?-i 

Oil the newspapers, I got in the course of that study a goodmany • 

had been*' 

surprises as to what wa-s going on. It left me with the feeling that 


crises were not only an unstudied, but really an ununderstood 
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phenomenon which means of course that study can be expected to be . 

rewarding. At the some time the, thing that I became most conscious ; 
of in the course of the study were the obstacles to research on v ;; ~Ki&? 

crises: In many cases unanticipated obstacles, the barriers that 



arose, the pressures that arose against studing these phenomenon,~j-*JyVyy '•■tZ.tfS 

W. 

had been hidden 1 from me largely, and I-think are hidden from a good-'* 


the walls that are constructed around the inner phenomenon of crises 




many people. And they are significant in themselves. In fact, I,‘ 
think I’m going to^organize this-brief talk around some 
of crises which are barriers of, which constitute barriers 
problems to the study of them. I think that to understand some^'of 

teill 

these problems, some of the peculiar aspects of crisds data is toX"l 

* • .v- • ' *■ x .< B r 

understand some important things about arises. The aspects of crises 



then that I'm going to talk hbout are four: the crises as failure, 

the crises as sur pris e, the crises as dialogue, and the crises as 

ry 

summit/;/. Now-I'm-going~to—enlarge on-these-in—sort—of—a-coupld-of . 

rounds. The fact is that the major crises that the-have come to mind.-:• 

'others that ^ 

the ones that I’ve listed and the—ones—that you think do have the •" ^ 

**■ ‘ ’. J 

characteristics of coming^as they appear in the newspapers at least ; • 
ccv.inas surprises, and as a matter of fact in a close exmination 
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>;t•.i: 1.y did involve significant surprises. Now these Gurprives 
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• • ■ • nnt Always wimt the public; thought they were or what 'the Presiden 

•• *•> ' • , S . • J ;"' r rn 

i < v-l’■ ** ^ V* -j-,. ‘4 •.*,<.• 

h vc raid they were, what various columunists may have said they ^ 

’ ■ v -'. • 

. r.ut they reemed-to-be—;and- nevertheless they were very significant^*^ 

> ■ - * 51 
.irpcctn of surprise/. This in itself becomes surprising as you begin ^ 

- V " / • 

to delve into the process of crises decision making. Because of course 

.7. * . /. . . 


"n • thing you become aware of is the extraordinary range of information ;,: V 

•*- v : . v. 

tii.'.t tiie President has available to him. The kinds of information :/>i ,'U"W 

•. - ) ' Vj, * * y .^ ' • 


wiiu secrecy is quite qa well guarded, the variety of these things, and - . • v:*!* 

and ^ 

or' intensity of the intelligence estimate of- process leads'^'up to ;-'~X llj&S&f 

event.c ■* v - * ••• 


tin re advances and the fact that despite this effort and the sophistication 

■ •;» 'jgBBp k 

o' it,a and I know a number of you must be involved in supportinglthat *yja?* ■Zk*# 

' > ... 
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effort in one way or another, inspite of these,quiteysq shocking sur- l 

prises did occur. And—the-f^c-6-t-hat-the~cr-i-ses—began-wi t-h^-nou-we 6ne ' 

of course^ the dramatic one I mentioned of Cuba^was the actual appearance l' - 
oi tiie MRBM's and IRBM's on Cuba, but in several of the other cases I ‘ . /“'t^SjEv 

-r r , JufoSk’ 
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mentioned as well were major surprises, Suez^-this is one that is a'^v'y 
v ^ the. • 

little complicated to discuss because it<j—a surprise was not ffnri-.riniv. 

. the simple fact: that the British! and French did cooperate with the * 

Isiaclas in t^^attack but the timing of the attack ^the exact nature"^ * 'X r -^ 

•v: ^ 


of the attack^ did in fact involve tactically at least quite startling 
suprase to Eisenhower and Dallas. . Tliis is a4tested by a number of 1 

i 

people in public accounts of this now, supported internally. Of 


course all thats necessary is that there by surprise about a significant 
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. *• y • r.f r. is -almost* 1 i } *' f : 1 ‘ «l by the r.cec! to connidor violent 

• i?4v * • •+ **£•-&& 

; • - . '• 

•* ;- *t* ■ in t Ve short, rn;*.. ’’liv vrn'c not alternatives prepared . v ;. * *^V 

v ’ ‘ ^ *■ • \ 


»roell!orfe ikc v rioed for thonc violcinl .nl terna-‘v^V* 


. .* ir ; * ir.o all criicstlpns which, to b-* do L Inc a* rdl Vance u V v >*£ M '£V:8 Hm 
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; . :,:il* h:*f? which nra. goin;; to bn ashed the President in his '.>.%■■'* - 


c *n 1 o:vjj:;o 
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o pnospcct of those quer. lions may - keep Lha • , 


i’r 


ci-. nt from having a press- conference in the next week or two --jv ^ 

‘ • ' i 

in tills event. TlUmts a rathergood test. He is going to have to \ 

y ■•■’./ ■ * * . »•■ • ;..*••. r. I 

- ... V#/ v > . 

tr.ee. those questions in the prcsccj ill the cables from our allies . * r' , 3jr* 

,.*.•! 

ami in his official family. To say that those rpiostions were raised 


1 s uo 


,? • 

say that the president had political stakes, i-rv the administna- * 

J -■■* ->•»■ - ••; v^pQK 

Lion has political stakes in this espsode which we label a crises.* $V**> .'^|li'. 

It means that then that ho=can^bo^ however it comes out, he can be r.y 

■ • . 

judged lias having failed in some respect and of course he has many 

potential failures still ahead of him. By definition more or less 
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the public attention has focueed upon the President's roLl' and the 
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v#V' 
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administration policy in this episode, which means his decisions 
will have to be made in the light of the outcome but also in the v v V\ ‘ .V- - y 

{ . ' * . ''. pt fT’V 

•i » ■ *?*•-, • t . l " 1 , X 

light of whatever leaks out of the decision process. He will! be.<.~ ~'v SI'■ .‘JLaagS; 

- ‘ -• i. 

judged on the bases nixxhizixxHKipii of his 


this has political significance in particular when this thing comes ^ 


competence in general-and 
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near a political payoff that is an electionr-a period of payoff. ... • , 

' . . • •■ . •' .1 .--irvj ««•: ~»3 

Wien the public is in a mind'to wieglvt what it hears and what it * :n ■' •" y 


• jl • 


learns about Presidential performance in administration performance, 

and act on it by their votes. Now curiously I think having-looked-' ’ v ’ 
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;it. :i'- not entirely coincidcntially, several of these things came 
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icing election years, in fact in skrxn striking close connection 


.L.1 f ; 


with the ± election. Its true both with the Sucx which ahpp 

■ ' ' Vj: > 

.. . . -in*" 

happened in the eve of Eisenhower's election and of Cuba. Its also/fj, 

n “*»*■.• • r ,v % 

true of several other cpisodes.wc mentioned. We had a little 
incident on the eve of this-election and that had its consiquences 
recently when the atack on Ba-in-wa was made just prior to the 
election. Again I'll come back to this point, but I'll point out'• 
right now that this is a key reason why it is in fact difficult to 
study crises. The administration has almost nothing to gain by a ! 

■ 4 jh\ 

close study of the decision process during the crises. If as in § / 

\ . ’• W/V.- *•* 

• * .vu'Jyv 

Cuba the outcome was regarded as good, that picture is not going/ 

V ’ V- teTtj 

to be tinhanced really, they're not going to gain any additional 
points by the fact that 2k it was reached by a good deci’ions process. 
They get just as much erddit if it wero'a bad decision process.- If 
the outcome were bad, a3 in the 2>ay of .pigs, the President knwe 


it:' 


better than to try to say, how well they had really judged and ‘ ' K , 
evaluated and planned before. Because ho certainly wouldn't' gain 
any points for that. All he can do is loose, really, because cvcnvk 
Cuba, loo 1 , Cu ba the missile cris<Ss ; could'-be tarnished by In; principle 1 
a close look at the decision process. And particularly a partial 
Hole is lokely to run this risk. % In other words, details can be 
found which taken out of context of other decisions could look bad. 

It doesn't help anybody. Because as I say these are events which 
are g regarded as tests of the administration in which the public is 
very interested and is watching very closely, unlike a number of - 

t • , •' ' . 

other events, in which the press is probing for leaks very hard ^which 

In this situation a very defensive 


allies are concerned » 








1 ur: in and the result is that they are in fact not 
: • _ W ; t r(! .,Hv rr • on<Ily to. thf people who know the details to 
;■. _ .•; ,1 5 ,.arch for‘truth on these matters. That is too 

i.. v i ;; ( -c v\.;c -oins”bad; to the first aspect, the cricks as 

} j chirk that a possible conclusion^having looked at nu a 

u'.r of tii 's .’ as to vhv the surprises occur was because there is 

' 4 * • \ ■ 0 

tliis • r. area of phenomenon, politca-l high -level political 

/ * l 

hohavior, not Just in this US but in our opponents and our allies, 
that is net really very well understood. And that in turn reflects' 
-a -..: tael: c-f study and lack of special access. And of course this 
situation is prolonged both for the President and for the US and ' 
for tiie whole international system by this I think rather incvidable 

* V ’ *' \ 

attiCute toward study of the data. 'The third aspect, the crises as,- 

i\ * •/ * 0 f 

dialogue, this we've heard a great deal about during the Cuban 

crises. Although to ii± look back on events which did not win the 

managers the acclaim probably unfairly, something like Kuwaiti/which 

could be looked at obviously have this same aspect of a conscious 

attempt to use the instruments that Government policy to convey a ' 

ics 

message to the opponent. Not so much to .effect his capability even 

by the preparations wer were making although they had some tendency 

to do that, but above all to teach him enmaking something to convince 

• had 

hia of something which earlier wordsyfailed to convince him of, and 
very 

to do this on an urgent bases with as high reliability as possible. 
Tiiis is another reason why the President is so closely involved. On 

one hand this involves coordinating the activities of the various 

/ 

incidents of Cr.arn Government to surpress noise or false aiarm or 
incorrect signals and to try to give a unified picture that will 
ho as convincing as possible. Now~a csinea-as dialogue ~to~itr-which' 
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. a « ;;; : s or. einluyue has ?;.ct‘C* ;w- a:!ar J tier. Co it t f a -eh as a 

c:* ! -an i ral L«*n j»sv:'».*r.s v;h ich ^hnvr: Lv be understood. One La tlmt 

. ,-V ■ ’ , * ... . 

y«v;;; cali'tiv; about adversary cor-rnsaienl lor.*?. Year* txixn talking in - S / A . 

r 1 ”* ' ' . ’ ' ->•. v- * y- “ 

iii !ior v.v--^, not Yo;i: -■in::£ 1 .zxxs ent irely about; iry ; r, \ tc -tori f.nce . ; -jv 

£or* instance ' 

.ort of r> ».-tnoM.-*-! t--rr.tr co: rv.unlent ion process vhicirwe 

i «/ 

think o,7 within a tear—to use the technical notion, Lean theory*.— 

, •* r /- 

, , f . 

in vi'ivh h.is joint objectives, cotiuiton objectives, tiiet some 

<!iffor-:;n;o Hrt in information^ some limited ability to communicate ) »■ ■ 

:.!io proi))or.’. is to share your information. Its true that in many of the 

c i ivt tu. i..-.:ices of the crises you do want to convince the opponent thnr 

of ncmethin^ that is true. In that respect it General 

co» ir.uinicat ion'which may want' to keep ifa him from learning some f *\ 

other Usings which are also true. You want to fucus these expectations 

of Ills very definitely. You may want to deceive him. You may 

definitely want'to bluff in»'terras of timing or intensity of your 

response or many aspects of it. So its not just a simple,—in-other 

J/ . than 

p::;:-wur*’process, calls for even more control xnd simply cor-fei—c£ 
laying open the books. It is a more complex matter. Il* .also, ; 

.some other complexities of this process are that it is a process ‘ •* 

v. 

that goes on over a great many channels; of course .this is what 
makes it possible to some extent. The President has in fact many 
avoth;_which, ways with which he can send information ^ 

Specifically to an opposing head of state. An opposing head of 
state-spends-ixuthis^casc^ one of the stature of Russia particularly^ 
spends a good deal of money as we do on intelligence appartus with 
which to gain information am our activities and’that appartus not 
only constitutes channels with which he may be informed or pursuaded 
or deceived but channels in which he virtually must be educated since 
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v.-Lll. a 1 most surely attach peculiar significant to the ind i cat Lou 
thne ha Gets through that means. Thus measures which he has spent 

money to pick up,of the nature of deployments, alerts, pos&ih’e 

■ 

even signals of various kinds, the are aspects of our behavior which 

net only can be controlled so as to convey something to us, but must 

be controlled. And incidently an interesting aspect of that is that 

is 

in many cases this conversation n£ over the heads of the respective 
publics who arc not in on these particular channels. The same is 
Hit" true of course of diplomatic channels, which can get faiily 
elaborate to protect them for the next problem which is .sort of 

i. 

the multi-audience problem^ This is one which both heads of state 
face as a very serious one. To—somerextent their dialogue is con¬ 
ducted with a good many people listening in,to-a—large-extent. And 
these people listening in^including the publics on both sidcs^also 
including the allies are not people who necessarily at all share 

the same view of risks and objectives, even to the extent that the 

then 

opponents may hold them in common. So yuu have the problem fchaJ: of 


trying to uunxEiTiKS convince someone of some thing, trying to convey .v v « 

’ , N . r • ' p' 

something to him, and at the same time controlling the impressing that 

Tjr‘~ 


. 


is being given to evesdropers* in-effec-ty So as to avoid loosing in 


various other ways, unconnected with sort—of the main confrontation. 
Finally, this aspect of the crises as hummet conference, and I f ve 
alluded to this already^ but—that-4-e this is a dialggue to a large 
extent between heads of state, conducted so far as they can in-many 
so devotia with respect to their publics and—in--some—cases'"with 


» i « ,* 


respect to ..their • own-pub lies or . press- and to -the extent- that leaks 

are possible to the Government Bureaucisy. Now all of these feed in 

h 

to an aspect of high-level crises decision-making which is to some 
extent known to the public Ho certain instances particularly, which 
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s .ore end more striking I think the more Exnpi examples of thi.£ 


jv'onc".-c-.ion one looks at. And that is y the peculiar extent to which 
Liti.s decision-making is Presidential decision-making very striking. '/- 
This became known to the in the connection with the Cuban crises - 

■* . : . • . 3 ■ •* '■ii '.' 

because as - l‘sayrrlthough a certain amount, more than is usually 

> , 

known what the Governmental decision process did lead-out in that^ 

in part because they felt it really wouln'dt hna hurt them particularly 

•a he* r.J 

In general atmosphere-is-kind-of—favorably,—andvthe institutcion which 

is of course more formal than usualy of the so called Jcxcom, the 

executive committee of the NSC, conceived or generally described as 

a more or less ad hoc association of close advisors to the President. 

That gave the impression, and I must say I had this impression when 

I first looked at it,that we wxa were witnessing something rather 

peculiar that to be associated strictly with the Cuban crises. And 

a matter of fact this term management, which came up later in connec- 

O I 

tion with the activities with the ex-com was often thought of as 

* 1 • 

something that was invented during the Cuban crisds: And"here had 
been an innovation which could now be applied elsewhere. Now a f. :: 


ma jor message to convey on the nature of this decision-making is . 

‘r 

to-the importance and the implications of the generality of this type 

of decision making which centers a great part of what is sai usually 

the xtf staff work of large staffs in the hands of a very mmall 

number of napEE people. Its also necessary to look at what sort 

V-t. 

ol r.apn people these are, also has implications. But above all 
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it-- nt rift Inst -Vi !*'T ' rar-thM i! •: ;alu of*t!;c Vvvri.rcr.t in f.h i.r» » 

;.i : -l t !:•? eri:;*:: t.*v:e place as? Lfv .puhl ic sisca at high 

^ if'' 

* ■» ' ‘ 

!> on, *:‘(.h t’e principals on both sides c ort of striding. down on ^ 
l’. : . «■ * ;.* :: l roc t for a confrontation vllii all ohc possoe behind 

alii; L Lf:r;; sort of looking. Mow of course they’re striding fort.ii to 
parly they--are-not this is a strichly a 

•t • 

r.«Li litnry confrontation and has this message, dialogue, aspect.-That- 
Tin s not Lon that the President at this moment or for these days or 
hours is to an unusual degree alone is I think correct, and I must ' r * 

say that the hitg big surprise that I’ve had in the last couple of 

\ 

months working on South Vietnam and some other problems has been to 

line! that the-phenomenon-in_£act all of these phenomna and these 

above all that I associated with these major crises that Were 

reader ? 

familiar to me as a newspaper were in fact characteristic of day to 

A 

day operations and that isn't to say of noncrisos operations, but 
I was learning was the universality of crises as seen at the 

Presidential level. In fact these crises come along many nfx many * 

* / •* : 

* /* * ■ • • 

of thern^ without surfacing at all^without necessary 1 coming to full .« 




intensity^ at such a rate that you can regard them as sort of normal. ' ~ 

-a- thinJjTA And yet they don’t loose their character as crises. They’d 

be recognized as I think as crises by the public if they were described 

fully and the only surprise would be fchejc that they were so many of 

them, so many areas of the world and they were ahpp happening all 

ac once and the fact that so many of them were hidden succcssfully. 

then 

Well, in particular I’m saying this role of the President. Now why 
do we have this partiuclar role of the Presidency. The implications 
» f those of you who arc concerned with supporting the Presidency, is 
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■JwK. this goe:; Along''.* • way toward answer fn;; the 
’ " an.iKO r. the crimes a.tiliould inform.at ion systems 


" c ' r t -‘ 1 ' P"rpo-.’ bo deigned to serve. Tin-* answer is the ‘'President 

P' i nun 1 j.y «?t be kept very much in mind. And that is a fact which : 

i••ar.c nr. than clfht first appear. T? tiio"extent The 

* "* " L * *' "• jnte.iinijixxsu pucuLiar sort of person j.n our 

o.,ir on r.nk in:; system, in our policy making system. lto-docnnd t 


be t: 


;ore you look at him the less lie looks like the bureau 


bond:; that your're usually thinking a!n:i: about at ns various component 
of the problem. And this is I think something very icaporant 
unu •rr.tanc! v;hcn it comes to influencing this process of decision 
r ■ ll ” * preparing for it and planning for it. To put it very simply 
..be 1 icsident is a politician,7thats the nauti: nature of our system. 

I., lie isn u a politician he was coopted by some people who were 
politic wins, togo back a little bit in memory, and hia he is bound 
to no surrounded by some politicians very closely, at the highest 
level, and those people are going to be in the high-level process. 

Ilov there are some other aspects of this, he's an amatureT he's bound - 

to be an amature, he isn’t going to be aprofess at the kinds of decisions 

1 J • Hi' '• ; 

v.u 1 C talking about. We haven't had the experience of any one who has 
come up through the system in any real sense in State of in Defense , 
in CIA who'vc had a really long-term background with a large series 
and who have'witnessed this kind of decision mka making at high levels. 

r _ 

^vca in his job,which is extremely expensive and very good about—as* 

U.J ( 

go ^ .i on the job training in very long hours, he doens't get necessarily 
as much experience in this kind of thin& as some other people lower 
down i :...i in the system because of the extremely broad h range of his 
responsibility. Now this is also true of the alius: other people who 
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. co <>tit ly talk Ins to him, in the course of the process. 

I . . ; ; L:; verv Instructive now to ask who arc these people, and if 

- • .it Cuba and we look at the ex-com for example, we find that 

i: |:n.$ about in - Ua-enlarsed'rLYr'the* full 3tate people.-who-really • s 

there's about four or five'people from state department, about’ • 
tiiroe people from Liefcnse, couple’/ one raally from CIA, a man from 
Lho iieinutrnix Treasurey, a man from the Justice Department, Vice 
President'*one military man. Maxwell Taylor, is the only military 


representative on this body. Now these are events on the one hand , 

have a very high component of military activity as part of the problem 

/ 

and of course what makes it a crisos is that it may well lead to a 

great deal more. Many of'the questions that have to arise are going 

4 

to be military, and without saying that the problem is predominately 

military, the fact is that one might well tray why isn'-t why aren't 

a fen more uniformed men as qualifieid•to express general judgement 

to the President on this matter as a man from the Justice Department 

or the Trcasureiy,lets—say—fairly-low-down-in-sr-ate. -I—think—this- 
f « 

is, well I'm not going to fully answer that today, but it is unn - 
something to consider when we're thinking about the military aspects 

* **’ ‘ r-T 

of supporting this process.that is within the joint.staff^within the. 

‘services, within the Pentagon. I think one of the problems -to-well 

someth ; ng*to-be regarded as one of the challengce here is to produce - 

military output, output of military staffs that will be regarded as 

/, 

more valuable comodedy by the President lets say and will be sought 
for, and I think one real factor why there hasn ! t been more of that 
has been in part because of some lack of understanding of the nature 

of this process, this sort of thing that I’m talking about today■_ 

to relate this-to the—interest of - information-systempeoplcr~and 










.'•My ri iilv.ry cues. Why la th«?rc this concentration of r 

:.,n :in;’ upon the President himself* dad the various thin {#5 

;:,11 L * rent toned, thinkg things all of which result in a hostility 

; .1 : n eat:; after the event; like me also arc involved in a hostility 

to in.; t having too many people in the room generally at the time. 

,;ly, the implication, the presumption that there has already 

been a failure one that may be politically costly. That there 

\ is a . 

has been a surprise-which in itself ily politically damaging^ vent 

as the CIA's sensitivity over the years has shown, one that-particularly 

easy to focus on; why was this dot foreseen, why waS nothing done about 

it. All of these create very high political sensitivity. The aspect 

of dialogue involves diplomatic communications, and as I say these 

are 

various other black means which in fact tend to be concentrated very . 
exclusively for reasons for security and also for this reason xns 
of multiple audience. Things are to be said to one ally that must 
not be heard by other allies. Things are to be said in some cases 

'<' * ■ 1 

to an opponent that must not be said, not necessarily because if 
properly understood they would be so ilam dn dangerous, but because V ' 

i . r , 

of the pox pxuhahi probability of their being misunderstood out of V/ 

• • ••• >v S' v 

context. Shinkga Things must nax often not be said, must not lea&C.'... 
to the public in large degree because of the importance that they 
not izaaae leak to the opponent's public. For example, the U-2 episode, 
raises the interesting,—to—nus, point, that ix as it came out afterwards, 
of course, Khrushchev had known for years that we wxax were flying 
U- 2 's, who exactly were we protecting from the information that we 

y 

were flying.them.. By our secrecy earlier, by our lies- lies being 

atLCj. all a necessary requirement in some cases xkx for security^/ 

/ 

lk point -to re turn - to-a-* in:~nrTninu ttr. ‘.If you're not prepared to lie 










:v.vo of these matters you have no chance of keeping Lhe:n away 

• » , \ 

from questinner.*s, keeping the truth away from questioners. ) Nov; in. 
this c.';r,o its fairly evident^ that Khrushchev was in effect: being 
proto.ted from the pressures of. his own public to respond to the 

t -- 1 and live fact, the exposure of the fact that he wouldn’t 

to them 

respond during thuxa this earlier period. I have a susspicion that 
Ki se;iiii>v:er must Iiave been about as anxious to raxiirw the reveal the 
very admirable fact, the success of the U-2, the development of the 
he must have been under the same pressures that our administra- 


on has been under, this • administration from-time ■ to--time, [it kept 


that secret, and as I say a secret essentially from the Russian publ 
tiic Russian allies, specifically the Cliineese in particular. Well. v 
this is not an unusual phenonenon. As a matter of fact tho-j an 
aspect of the political implications of a lot of these events, is 


that mi political life ignorance is an excuse. Keeping an allic 
even 

or an opponent, or in some cases you might say the President, it 
doesn’t work fchat way but at least alle/Iging ignorance can protect 
him, and indeed after all in the U-2 affair Eisenhower was urged for 
political reasons by a lot of people to maintain ignorance of the ' 
U-2. Now ignorance ; is-of course, *it-has its own political costs for 
a President. He is not suppose to be ignorant of too much and yet 
its a price that he may often prefer to pay^lots-say the loosing 
points because he was ignorant of something, than to have appeared 
to have known about something and failed to act in time, failed to 
rake some measure which some segment of the public feels that he 
should have taken. For this reason, the role of the Presidency in 
one of these proedsses is carefully guarded by the people around him. 
l.natcvcr you laarn about what the President knww or what he did or 







ii. chose or what lie thought during a crises and tliis'lc In 
. - .1 nacret, • i••.—Wt-oift is controlled very closely as a matter 
o! face. It may not be true"in many eases. A very closely guarded 
secret i:i fact is what tiic President's interventions were, what the 

•V • «- aZ' 

President's perception of the problem was. This for many reasons, 

t » 

nisi J. don't mean political on the crassist thitaens diracn demist'ic 
to nee, the prestige of the President xndxthRXHiiichrunlfcy and the 
attitudes toward the President, the expectations of Prcsidcntail 
!>' havior are an ixpuirainl: ircpnmn important component in our in¬ 
fluence in our other nations'both allies and opponents. And it’s 
regarded as terribly imporaant that the-wron g, - that: his actions not 
reveal the wrong expectations, the wrong things. This is one more 
barrier, as I said to the process of studying crises} the fact that 
the President himself does play a very large role in it. Because 
l’residcntail data, the memos that he asked for, the memoes that 
cent directly to him, accounts of conversations that ha took place, 
are voiy clooely guarded, for this reason, as muchas^ to name some 
other uhinjjs that are also hard to get at and very necessary to 
understand,is intelligence data or very close high-level diplomatic. 

communications • All of these are ingrcdience of crises 
decision making, all of them extremely hard to get at,* and lacking 
this ability, that means that trhe^ to get at this kind of data, that 
means that the history of past crises is to a large extent hidden 
nistory, its eecret history. The decision making in those crises; 
T.natc\ar long detailed accounts may have come out by journalists or 
icscatch students, and so forth, ia-in'-fac t-thas-decicion-making is 
secret to an unusual, very unusual degree. And that means that our 
.understanding of those events,are> as both newspaper readers and as 
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K, 


piiLciit : 1 ni operates and as potential presidents, you might say, in 
alrv'-sL certain to be distorted and imperfect. To draw one small . .. 

point from that, the baggage of history that a president brings with . ; 7 , 
him to the decisions that he faces having newly become a professional 
at ths when he comes into the presidency, the intellectual baggage- 

' ,1 

is almost certain to contain wrong notions of what happen in Cuoa > 

what: Unopened in Sues and how the whole system works. So that even 

tl.e Prcsdient if you could hipmot'izc him and get from him what he 

knew who would certainly be able to tell you more than you could read • ; 

an any book, more than you could learn from any other person, any 

other individual,*mot only about the events that he particiaptcd in 

but he can make better guesses about the process^he will not know - 

what happened entirely. In particular ona the tka other side for 'w 

e::nmplc. a The- last minute^hcrc, ray- last minute-hcre to draw some 

implications o^ this for further study possibly of this process and 

imp 1 itr.cn tat ion. First-just-on-the, I think in general more understanding 

on the way the decisions are made^ based on what study is possible^is 

perhaps the most useful commodity in trying to improve, this process 

of decision making. Better plans will be nirxJ: written, can be -y 
it would take a lot more # 

written..net-, you'-d ~have-to-say-a--lot-more than I've had time to say 

here today, that is to show how plans in could be improved, but—I- 

think above-all— they- could-be--improved-more- to just give one example, 

«** / . >• 
the President is not*regarded as the highest bureaucrat,whose 

objectives are laid down in some piece of spa paper that may be 

described as basic national security policy or something else, m 

other-words that he's one more transducer in the system who can be 

reliably predicted by the system and who commits himseIf liive a 

. .I i, term: should hr willing to do. The Proa i deni: in fact: isn't 
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; c commit himself in advance whatever he may tell the planners 

% ‘ '4 # • 

,iik1 plans written on that assumption arc going to be unuseful and 

net used or on the other hand are going to be used to very bad oCfoct.,;* 

in the event, lie is among other fchinkg things going to take account 

f\ * 

of simp symbolic aspects including their dcmonstic political 
aspects of actions in a very complex waytaking account of a very . 
broad range of consequences. He is going to choose his advisors 
very closely from people whose attitudes he trusts, lie will choose 
his advisors with very great consciousness th of the costs to him 
of leaks of his own decision making and the likelihood and the risk 
of leaks, lie is not whatever-* however nice the command post that 
is built for him, he is not going in the course of one of these v-y. 
crises, small or large, to come down there and make his decision 

I • . \ • 

in the full view of a lot of majors,or wi:5zkids, or anybody who just 

\ * " * 

rhnnts iluanxir doesn't need to know. This absurd propensity of the 
President to make his decisions tt his desk and his telephone reflects 
above all not just that he likes to feel homey in the course of this, 
but that he wants to control who hears who he talks to and whose ■■■ 

•;‘' K . 

decision and opinion he respects and what consideration he's taking 

into account. And that isn't going to change.by the way, but that s 

of 

one small implication, X think, of some earlier planning that was 
’ quite unrealistic dn terms of the presidential role - 












